
WHITE PAPER

Managed Services Streamline  
Emerging Market Penetration
How new network operators can better  
focus on core business objectives 



2	 WHITE PAPER: Managed Services Streamline Emerging Market Penetration

Table of Contents
Purpose of Paper ..............................................................................................3

Balancing Risk and Reward in  
Emerging Markets............................................................................................3

Exploring Requirements and Capabilities .....................................................4

Answering Operator Challenges: Managed Services ...................................4
Free Up Resources to Focus on Core Business .............................................4

Reduced Total Cost of Ownership ..................................................................5

Managed to Key Performance Levels .............................................................5

Sharing Risk with an Accountable Partner ......................................................5

Access to Leading Expertise, Methodologies and Tools .................................5

Avoid Staffing Challenges ...............................................................................5

Managed Services Model Definitions ............................................................6

Requirements and Capabilities in the Managed Services Scope ................7

A Successful Approach to Managed Services ...............................................9
Phased Engagement Approach ......................................................................9

Compiling Tasks and Processes ....................................................................10

Governance Model ....................................................................................... 11

Conclusion ......................................................................................................11

About Motorola Global Services ..................................................................12



3	 WHITE PAPER: Managed Services Streamline Emerging Market Penetration

To quickly attract and retain profitable customers, 
service providers entering new markets have some 
difficult business and technical decisions to make. They 
also have some tough questions to ask of themselves, 
including “How effectively and efficiently can we 
manage growth to meet demand?” 

Network operators know well that infrastructure 
investments are significant when launching any new 
network. Add to that the fact that a new operator 
may well be learning the business as they grow, 
and it becomes even more important to be sure 
that their strategy is right and they are prepared to 
execute on it ‘out of the gate’. Both new entrants 
and established providers entering new markets 
need to focus on time to market, reducing costs, 
and maximizing revenues amidst price pressures and 
improving quality rather than simply being focused 
on signing up as many subscribers as possible. 

Many Greenfield operators are faced with increased 
risk as they set about building their business 
operations but must also take on the role of technical 
operations as well. Many are not yet staffed with 
in-house personnel who are familiar or capable of 
deploying and managing new technologies in a 
cost effective manner. Quite often as new licenses 
become available within a region, there is a surge of 
demand in the market for skilled resources, applying 
pressure for timely acquisition of these resources and 
resulting in higher acquisition and retention costs. 

Emerging market operators need to ensure 
continued network availability and reliability as 
they grow and expand. The importance of proper 
network planning, optimization and management is 
crucial to maximize the value of intitial infrastructure 
investments, control operating costs, and at the 
same time balance traffic while quality of service 
(QoS). All these and other issues can be defocusing 
for operators and distract from their core business of 
building their brand, rolling out services, minimizing 
churn and developing service offerings to not simply 
meet demands, but delight their customers and 
differentiate themselves from competitors. 

Purpose of Paper 
This paper examines real business-driven questions 
around establishing and expanding networks in new 
markets. It provides information and insights on a 
range of relevant issues, including: 

•	 The factors to be considered when developing a 
sustainable business case 

•	 The types of Managed Services solutions and 
models available today and how they can impact 
the business value chain 

•	 How to best evaluate and select a committed 
partner who has the required services expertise to 
take on management of a new network. 

Balancing Risk and Reward in  
Emerging Markets
In virtually every emerging market around the world, 
there exists a tremendous demand for the wide 
range of communication services that a well-planned 
and deployed wireless network can deliver. Potential 
customers are eager for instant access to voice and 
data services, social and professional connectivity, 
and anywhere and everywhere access to the 
information that fuels their lives. 

The high demand in emerging markets, however, 
often also means high expectations. Whether 
launching a new network or expanding an existing 
network, the service provider in an emerging market 
must carefully balance the need to quickly attract 
new subscribers and build revenues, with the 
equally critical need to meet subscriber expectations 
for network performance and availability. Once 
disappointed, subscribers can be very expensive  
to recapture.
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Exploring Requirements and Capabilities 
As operators design a viable business case for any 
new network deployment, there are many questions 
that must be addressed. How large should the 
network be? What cash reserves will be needed to 
fund the business while the business is growing? 
How many subscribers will be needed to make the 
business profitable and sustainable? How will we 
differentiate in this market as a service provider? 
What is the optimal infrastructure? What are the 
applications and services needed to stimulate and 
drive user demand? How can we best protect 
shareholder investment and value? How  do we 
recruit and train the staff required to oversee the 
network deployment and ongoing operation? Which 
vendors have the best combination of technical 
capability and real-world experience, who can offer 
the most practical and insightful answers to these 
questions? Which vendor should I partner with? 

As operators accept the business case and start 
to plan the deployment, the questions may change 
but are equally important. Here, the focus shifts 
now to the organization’s technical and business 
capabilities, along with their experience in designing 
and deploying networks that are either operational 
or in trials. Questions should also probe the 
organization on its professional services capabilities 
and willingness to invest resources in designing, 
deploying and managing a high-performance network 
that delivers both subscriber and business value. 
Questions that come to the forefront include: 

1.	 What is the company’s experience in deploying 
and operating wireless networks? 

2.	 What level of complex systems integration—IP 
and RF—expertise and program management 
does the vendor have? 

3.	 Does the vendor have experienced in-house 
design, planning and engineering capabilities? 

4.	 Does the vendor have any clear differentiators 
relative to efficiency of network design, such as 
semi-deterministic models, antenna tuning and 
other advanced tools? 

5.	 Can the company offer an end-to-end system: 
infrastructure, hardware, applications and 
devices? 

6.	 What levels of security can be provided? 

7.	 What are the firm’s network and service layer 
management capabilities? 

8.	 What kinds of training services can the vendor 
provide? 

9.	 What kinds of tailored support and maintenance 
programs are offered? 

10.	Can the organization provide a full complemen of 
Managed Services? 

Answering Operator Challenges: 
Managed Services 
For some time, operators have been familiar with the 
benefits and rationale of outsourcing of key business 
operations such as IT, customer contact centers and 
billing centers. More recently, telecom operators 
have embraced Managed Services for network 
operations, as well, in order to drive more efficiency 
into their business and shift their core competency 
focus from managing their networks and ever 
evolving technology and onto customer-centric 
activities. Managed Services models have become a 
key strategy for providing business agility and ability 
to compete with larger or entrenched competitors in 
order to capture market share. 

Telecommunications equipment vendors have 
recognized this need and are increasingly looking to 
leverage their competencies in their technology, as 
well as their products and services offerings. Certain 
vendors are applying their service capabilities in 
more value-added offerings and Managed Services 
that are finding roles in more areas of an operator’s 
business value chain. 

Many new operators may not yet be staffed to 
manage the network in a cost effective manner. 
Others are more comfortable concentrating their 
efforts on marketing their business to subscribers 
than managing technology assets. These conditions 
create an ideal environment for the operational 
Managed Services that the right vendor can provide. 

Free Up Resources to Focus on Core Business 
Many operators prefer to focus on business issues 
such as growing their market share, building their 
brand, increasing revenues by developing, integrating 
and selling value-added applications and planning 
for future growth. These operators might consider 
contracting with their vendor to manage key elements 
of the network, or perhaps even the entire network. 
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Reduced Total Cost of Ownership 
Examination of the various types of Managed 
Services engagements over the past few years 
shows that they can be highly efficient business 
models. Managed Services have been proven to 
provide measurable cost savings of approximately 
10-30% resulting from lower start-up costs, fewer 
salaries, improved efficiencies and an overall 
reduction in operating expenses. Managed network 
services agreements also help operators by 
providing fixed operating costs that are predictable 
for the length of the engagement and aligned with 
revenue streams. 

Operational expenditure (OPEX) reduction is clearly 
a common goal that comes to mind when looking to 
Managed Services. The operator can realize reduced 
headcount related expenditures by leveraging the 
Managed Services provider’s resource economies 
of scale and access to efficient processes and 
expertise. The savings will vary depending on the 
Managed Services model employed. Out-tasking 
small portions of an operator’s network processes 
would be expected to yield less of a savings versus 
a fully outsourced network that sees operator staff 
being transferred to the Managed Services provider. 
For Greenfield operators, OPEX savings can primarily 
come from: 

•	 being able to forgo the recruitment and training of 
a staff to run portions or the entire network and 

•	 leveraging the operational and cost management 
experiences of vendors that have already 
successfully deployed and run networks 

OPEX savings are not limited to headcount but also 
across the entire network and operations scope. 
The Managed Services provider may also be tasked 
to drive more efficiency into site acquisition and 
preparation costs, optimize performance of the 
network, provide creative transmission/backhaul 
solutions and automate end-user provisioning, to 
name but a few examples. 

Capital expenditures (CAPEX) also stand to be 
impacted. Operators can reduce or completely 
forgo significant investments in facilities for network 
operations/call centers, warehousing, distribution 
and maintenance by leveraging these resources of 
the Managed Services provider. The right Managed 
Services provider’s scope of capabilities offers the 
operator flexibility to manage to their optimal mix of 
CAPEX and OPEX. Network optimization on the part 
of the Managed Services provider can also move out 
capital investments for network expansion or better 
prioritize where and when those investments are made. 

Managed to Key Performance Levels 
Under Managed Services engagements, vendor and 
operator typically agree on various Key Performance 
Indicators (KPIs) as part of a comprehensive Service 
Level Agreement (SLA) – a written document that 

defines the nature and quality of service (QoS) that 
is to be delivered. KPIs are set to ensure required 
levels of efficiency, productivity and overall quality 
of the network and therefore end user experiences. 
The Managed Services provider’s personnel manage 
the network day-in and day-out, bringing the 
specialized knowledge and expertise, often from a 
global knowledge base, required to keep the system 
functioning to the highest levels of cost-effectiveness 
and performance. 

Sharing Risk with an Accountable Partner 
Managed Services engagements can also serve as 
an excellent strategy for minimizing risk, for example, 
by sharing set-up and operating costs, or by ensuring 
the successful introduction of new applications and 
technologies to the network. Sole accountability is 
key for operators as the right vendor will be capable 
of managing deployment, systems integration and 
operation of the entire end-to-end solution, which 
often entails managing many other third party 
deliverables. Perhaps most important of all, is the 
peace of mind an operator has when a new network 
is being professionally managed according to pre-
determined Service Level Agreements (SLAs) and 
Key Performance Indicators (KPIs) to deliver the high 
performance levels so critical to business growth  
and profitability. 

Access to Leading Expertise, Methodologies and Tools 
Today’s wireless networks employ the power of 
both IP and RF technologies. Having expertise in 
just one of these areas is not enough to ensure 
high-levels of quality and performance that end-
users will expect. Operators, whether established 
or Greenfield, can greatly benefit from the Managed 
Services of a vendor that understands both IP and 
RF technologies. 

When an operator leverages the technical knowledge 
and expertise of their experienced network 
managers, realized benefits can be widespread. 
In most cases, network managers can access and 
utilize proven global best practice processes and 
custom network management tools. 

Avoid Staffing Challenges 
Managed Services can remove a key barrier to 
market entry — the recruitment, training and 
retention of scarce technical personnel. Aside from 
the previously mentioned reduced headcount OPEX 
savings, through Managed Services, operators can 
defer or avoid all together the challenge of staffing, 
retaining and upskilling an organization to keep pace 
with shifts in technology. 

The Managed Services provider can perform the 
recruitment function on behalf of the operator. In 
the case of outsourced personnel, the operator 
stands to benefit from their employees receiving 
on-the-job training as they work with the vendor’s 
knowledgeable staff. 
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Managed Services Model Definitions 
Managed Services is a method of delivering any 
service where the operator hands off management 
and operational responsibility to the Managed 
Services provider. This includes services such as 
Design and Planning, Integration and Deployment, 
Network Operations, Applications Management or 
any other service/function previously performed 
by the operator or performed as discrete, one-off 
services by the vendor. 

A Managed Services is typically governed by a 
multiyear contractual SLA and measured using KPIs. 
This assures operators that they are receiving the 
levels of service expected. 

Typically types of Managed Services include: 

• 	Out-tasking – The equipment vendor has the 
responsibility and assumes the risk for delivering 
a managed service using their existing staff, tools 
and expertise. Out-tasking is typically a limited 
scope engagement that focuses on a key portion 
of the operation for delivery of a previously one-off 
service as a multi-year, ongoing solution. 

	 Common examples of out-tasked Managed 
Services include:

- 	 Operations and Maintenance of the network

- 	 Managed Security services

- 	 Performance Management through Managed 
Optimization services 

• 	Outsourcing – The equipment vendor delivers the 
Managed Services and the operator’s existing staff 
and/or assets are transferred to the vendor. 

	 Outsourcing deals are typically lengthy 
engagements entered into to achieve long-term 
strategic objectives. Implied by definition of this 
model, outsourcing usually involves established 
operators whose previous strategy was internal 
staffing for self-sufficiency but is now looking for 
a committed partner to help drive efficiencies with 
comprehensive end-to-end Managed Services. 
Not all situations require outsourcing and many 
times the solution rests in out-tasking a number of 
functions. The right Managed Services partner will 
work to find the best solution that best addresses 
the business and operational needs. 

• 	Build Operate Manage/Transfer (BOM/T) – The 
equipment vendor will build, operate and manage 
the technical operation of your network. 

	 This model in particular is attractive to Greenfield 
operators as they can take full advantage of 
focusing on their core business strategy from day 
one as the vendor deploys and manages their 
network for them. They may even rely on the 
vendor’s Managed Services to recruit and train 
staff for an eventual transfer of all or portions of 
the network operations back under the operator. 

•	 Hosting –The equipment vendor delivers a 
capability, application service, content or other 
features to the operator without selling the 
platform that provides that capability. 

	 Hosting can be a risk-reduced and effective way 
to rapidly monetize the network by rolling out new 
applications and experiences into the mix and 
drive revenue. 

Figure 1:  
Managed Services Models
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Requirements and Capabilities in the 
Managed Services Scope 
Managed Services are not a one-size-fits-all 
engagement. The Managed Services models 
described are custom designed from a vendor’s 
services portfolio of solutions that speak to the 
unique needs of individual operators. 

Managed Services providers are increasingly 
taking on more functions within the operator’s 
business value chain, from the traditional network 
focused processes through to business, billing and 
operational support system provision. Operators will 
want to select a vendor with competencies in a wide 
range of services offerings from which to build their 
customized Managed Services solution and allow 
for an expansive partnership. An example of this 
scope is shown in Figure 2 which depicts Motorola’s 
Managed Services process map. 

The main services categories and competencies 
expected to draw from are: 

• 	Technology Strategy — the initial engagement of 
the planning process should include business and 
technical consulting. These services can include: 

-	 Strategy creation and multi-year planning 

- 	 Market analysis 

-	 Corporate finance and financial planning 

- 	 Business case creation, planning and analysis 

-	 Research development and technology  
solution planning 

Figure 2: Motorola’s Managed
Services Map
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• 	Network and Support Systems Design and 
Planning — includes the design and planning 
of the network and its integral elements as well 
as the support and management systems and 
centers. Key considerations for operators are: 

-	 Traffic engineering 

-	 RF planning 

-	 Base station/access point design and planning 

-	 IP core design and planning 

-	 Transmission network (backhaul and access) 
design and planning 

-	 Network Management System (NMS), 
Operations Support System (OSS) & Business 
Support System (BSS) design and planning

- 	 Value-added services such as security process 
and design

- 	 Design and process planning of centers for 
network operations (NOC), security operations 
(SOC), dispatch and data 

• 	Network Build (end-to-end) — Proven field 
experience is certainly one of the most significant 
differentiators of potential suppliers for successful 
network deployment. Operators should contract 
with an organization that has extensive experience 
in deploying wireless voice and data networks, 
including multiple networks. Key network build 
and deployment services include:

- 	 Site surveys

- 	 Turnkey services such as site acquisition, 
permitting, preparation and construction

- 	 Materials and ancillary procurement

- 	 Network install, commissioning and integration 

-	 Data build and initial software load 

-	 Materials planning, logistics management and 
order management 

-	 Asset management, warehousing and 
distribution 

-	 Program management 

• 	Network Operations – operators should also 
look to a vendor that can leverage global security 
and operations center resources utilizing network 
management solutions than can monitor both 
network and services layers to root out existing or 
potential problems. Combining this with proactive 
and timely reactive maintenance capabilities 
provides the needed “holistic” approach to 
network operations. Key network management, 
operations and maintenance services can include:

-	 Network Operations Center 

-	 Network monitoring 

-	 CPE operations and maintenance 

-	 Hardware and software upgrade deployment 
and management 

-	 1st, 2nd, 3rd and 4th line maintenance 

-	 Preventative maintenance 

-	 Security - intrusion monitoring and patch 
management 

-	 Disaster preparation and recovery 

-	 Emergency event configuration and 
management 

-	 Facilities leasing, management and 
maintenance 

-	 Asset management, warehousing and 
distribution 

-	 Data management/mining 
• 	Network Performance and Optimization - In this 

technologically sophisticated marketplace, network 
performance is a moving target. Technology 
advances and new data-rich applications are 
emerging at a rapid pace. These enhancements 
call for constant evaluation of network capabilities 
and technology to keep the network performing at 
its highest level in response to end user demand.

- 	 Performance and optimization for radio access 
network, IP core and transmission networks 
(backhaul and access)

- 	 Frequency planning

- 	 Service quality analysis

• 	Business Support and Operations – main 
categories of Support Systems and Customer Care 
Services can include the following:

-	 IT Help Desk 

-	 VAS systems 

-	 Billing systems 

-	 Subscriber provisioning 

-	 Service provisioning and configuration 

-	 Software deployment 

-	 Access control management 

-	 Revenue assurance and fraud management 

-	 Customer care desk 

In addition to these services capabilities, operators 
will want to understand a vendor’s competencies 
as far as the integrated Managed Services 
methodologies, tools and processes in areas such as:

• Project management

• Project accounting

• Network infrastructure design, planning and 
management tools

• OSS, fault management, trouble ticketing, 
workforce management and inventory 
management

• Service delivery channels and partners

• Process and procedures documentation

• 	Governance processes

• 	SLA management and performance tracking

• 	Management reporting 
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A Successful Approach to Managed 
Services 
The real value of Managed Services can only happen 
when taking the Managed Services model and 
its customized scope of services deliverables and 
combining that with experienced people and best in 
class tools, methodologies and processes. Further 
discussion of some of these key methodologies and 
processes follows. 

Phased Engagement Approach 
Sound Managed Services practice follows a 
structured engagement process to make sure that 
the right solution is identified, all parties are aware of 
methodologies employed and expectations are set 
by being involved in the service scope and process 
definition. Figure 3 below illustrates the example of 
Motorola’s proven approach. 

Discovery: A consulting approach, working with 
operators to identify business requirements and 
analyze opportunities for Managed Services within 
their network operations. 

Right from the beginning of this phase, trust 
in the relationship between the operator and 
Managed Services provider is important in order to 
accurately tailor a specific solution focused on the 
operator’s unique needs. Increasingly, the trend 
is for Managed Services contracts to include risk 
and reward elements, often a key consideration 
for emerging markets. To ensure that these are fair 
for both parties, it may be necessary for operators 
to share their detailed business plans and revenue 
projections. Including such data as subscriber 
growth projections and operating expenditures. 
This intelligence will also ensure that not only is the 
commercial agreement equitable but the project 
itself will be designed from the ground up with the 
operational data needed to deliver on its objectives. 
While there may be concerns about divulging such 
commercially sensitive information, reputable 
Managed Services providers are accustomed to 

guaranteeing the protection of information as 
integrity is the basis of their reputation as Managed 
Services providers. 

An experienced Managed Services provider can 
leverage global resources and knowledge from 
managing mobile networks of many customers 
in order to provide benchmarking, best practice 
data and input to the high level business case. The 
resulting recommendation could be any degree of 
the available Managed Services scope. 

Solution Framing: Involves preparation through 
a contract of Managed Services business and 
operational solution. Here, both parties dedicate 
more time and effort to develop the detailed 
business case and establish the principles of the 
agreement, with pre-negotiation occurring at a senior 
level. Key in this phase is that both parties have 
full understanding of capabilities and risks to be 
managed to meet the Service Level Agreement.  
In the case of outsourcing, heavy emphasis needs  
to be dedicated to the planning for any eventual 
transfer of employees. The outcome of this phase  
is a signed contract. 

Transition and Transfer: Taking over the 
management and operational responsibilities. A 
dedicated team is required for this process in order 
to provide continuity and expertise to the transition, 
providing an overall program management template 
and working with operators to assess which steps 
are applicable for a particular conversion. 

The overall program should consider all aspects of the 
transition related to business and technical factors and 
in the case of outsourcing engagements, substantial 
weight is placed on human resource factors (Figure 4). 
Heavy emphasis should be placed on communications 
plans, targeting employees, the project team and 
governance teams. This assists in the common 
understanding of issues, pace of the transition and 
enhances resolution for issues as they arise. 

Figure 3: Motorola’s Managed 
Services Engagement Approach
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Service Delivery: Running the operation per agreed 
scope, typically over a period of three to seven 
years, against the contracted SLA and KPIs. This is 
where the right vendor’s services capability proves 
its mettle, relying on skilled, highly trained people, 
proven multi-expertise, leading edge tools and best 
practices and processes. 

Compiling Tasks and Processes 
Operators today have already committed to following 
industry quality standards that their end customers 
expect. Therefore, a Managed Services provider’s 
offering has to abide by these same industry standards 
in order to even be considered as a candidate. 

Motorola’s Managed Services process map is based 
on eTOM (enhanced Telecom Operations Map), 
the most widely used and accepted standard for 
business processes in the telecommunications 
industry that describes the full scope of business 
processes required by an operator and defines 
key elements and how they interact. eTOM is a 
common companion of and can be mapped to ITIL 
(IT Infrastructure Library) – a best practices guide 
developed and adopted by companies’ IT Service 
Management. As customers increasingly rely on 
IT for management of various elements of their 
networks, ITIL represents a best practice in this area 
and it is therefore natural that ITIL terminology will 
be increasingly utilized. 

These frameworks are part of the larger context of 
Total Quality Management. While TL9000 and ISO 
9000 are probably the best-known of these process 
improvement standards, they are far more generic 
than either eTOM or ITIL. 

A Managed Services provider should be able to 
deliver documented policies and procedures with 
details of the business processes and operational 
framework between vendor, customer and 
subcontractors. This framework in its initial form 
should be expected to contain the methodology, 
processes, tools references, best practice examples 
and reference literature required to deliver on each 
of the enabling processes. During the initial phases 
of the Managed Services engagement process, 
this policy and procedures manual is used to 
communicate and establish the methodology with 
which they will approach and execute the scope of 
works for the Managed Service. It is expected that 
this framework will be modified to accommodate the 
specific client processes and interaction points that 
are required for contract execution. 

Figure 4: Preparing The Human Resources Landscape
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Governance Model 
Another key factor in the execution of a Managed 
Services engagement is the implementation of 
a clear governance model (Figure 5) to drive the 
right business behaviors. A clearly documented 
governance structure will: 

•	 Ensure both parties are working together towards 
a common objective 

•	 Give customer visibility to Managed Services 
provider performance 

•	 Decide and prioritize new strategies/ requirements 

•	 Clearly establish responsibilities and accountability 

•	 Provide formal methodology for escalation 

The governance model agreed upon should 
be clearly documented in the Master Services 
Agreement and framework implemented during the 
transition phase. 

During the transition phase, meetings should be held 
on a regular scheduled basis between the operator 
and Managed Services provider. The ongoing 
periodicity of the meetings can be amended/
finalized during the Transition phase. The operator 
and Managed Services provider jointly determine the 
functional organization of these meetings and the 
content of the meetings is aligned with the scope 
and requirements of the contract. 

Through the term of the Managed Services 
engagement, there inevitably will arise the need 
to change some aspect of the scope of service 
delivered, effecting the terms of the contract. 
Changes can be introduced more easily if the 
governance structure is clear and properly integrated 
(Figure 6). 

Conclusion 
Network operators, particularly those planning for 
an initial deployment, should strongly consider the 
focusing benefits of Managed Services. The most 
benefit can be gained by selecting a vendor that can 
function as the single point of accountability, having 
proven global and multi-vendor expertise capable of 
providing a true end-to-end solution, including network 
infrastructure, user devices and a comprehensive 
services portfolio – all delivered by a proven Managed 
Services capability. Some key factors for success in a 
Managed Services engagement:

•	 Operators should set clear objectives with 
respect to what they are trying to achieve through 
Managed Services

•	 Develop a trusting partnership between operator 
and vendor

 •	Build a win/win Service Level Agreement

•	 Partner with a company that can leverage its global 
scale and experience

•	 Define the scorecard to measure performance

•	 Put in place a “can do” joint start-up management 
team

•	 Manage the relationship between operator and 
vendor with an effective governance model 

Figure 5: Governance Model

Figure 6: Successfully Accepting Change To Service
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